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The increasing costs c£ higher edaqation and dovbts • 
aboift its iaportance, and the ^decreasing aarketatility ct a ccllegc 
degree have aade these responsible fox appropriating public funds and 
the cohsnaers of big he]: education services dcsaod greater. 
accc^nt ability frci mtlic institutiots. These dea^n^s* as well as 
istetmi deaands for greater participation by students and faculty^ 
call refora in the decision^aaking processes and in dcing so have 
create^a aanageaent crisis. The exte'xial ixeseures genccated the. 
refora clMaent' advocating analytical aanageaent, which is typified ^ 
by bureaSncy and the scientific aeth^d^^it uses a systeas approach 
wherein invlraation is asseabled for each asfcct cf » cvcrall 
'operation and then' given to those individuals responsible for aaking 
deci^sions. On -the other hand, internal forces favor astfaxcccntriff 
aanageaent; that is,' a decentralized participatory systea aith 
heightened po^tive aotiwation for the participants. A philosophical 
baseV|or thie asisessientNpf alternative aanageaest aodels, a 
discussion of the liiiJtations and daggers cf the analytical approach 
conffasted to the advantages of the antl^ocentric approach, and a 
bibliography "are included.- (BE) ' 
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f ABSTRACT 

This essay is cdnceraed \ti,th a .central problem or Issue In higher 

education administration: Hov riiould higher educat^om enterprises be. 

gpaoaged? On \AiMt bas^^s and In what manner should decisions affecting 

^^^^^^^^^^ 

the operation of Institutions of higher education be mad^? The first 
section esta^lls'hes the context for the essay by Indlca/lng the pres- 
sures Impelling reform of the decision-making processes In higher 
education. The second section presents a caveat coacertilng a commonly 
employed distinction between different classes of educatli6nal decisions « 
The third section explicates the central features of tivOr>management 

reform movements. The .concluding section develops a {khlliosophlcal base 

\- 
i- 

for the evaluation. o.f the competing reform movements and carries out 

' i 

the evaluation. 
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Hlgtier education lastltutlooB^ 
f 

e founding of Harrard College In 

etsoae varletyi. of on-^alte 

.« 

lege,^ Tet today * accountability* 
ibulary of ^hose contrlbuitlng to 
Why Is * accountability* now such 



In Aaerlca have been account abl9 
1636. A bofard of visitors periodlci 
inspections of the operations of the^ 
is one of the central terms in ttie vl 
the literature about' higher educat^c 
^ a central concept a1|^ of such concern? Largely because a cosplez veb of 
, circiiastances and events have made the getieral public, those responsible 
* for appropriating' public funds and the consuaers of .higher education ser- 
v^fces sensitive to cost-benefit issues « 

Between t963 and 1973 the federal budget doubled. (Wildavsky, 1974) 
State appropriations for higher education operating expenaas have^ increased 
83. percent over the last ten years. ^ (Coughlln, p« 9) During the 1960*s 
enrollfflents more than doubled while educational costs tripled. (Ford 
Foundation, p.. 20) The piagnttude of thi dollar increase might give the 
impression that the student would be in a financially advantageous posi- 
tion. But by 1971, 57 percent of higher education operating expenses 
were Borne by students and their families. (CED) 

Another facet contributing to the centrallty of the concept 'account- 
ability' relates to the perceptions of th^/lmpoptance of higher education 



^Though the percentage of state budgets going ta lilgher education 
has diminished. According to Millard (p. 48) the percentage of state 
revenues to higher education was 53.49 in 196^9 and 4<.90 in 1973/ 



lAdivliloals wnd to society* The relaclouhip of a coIlt|(« Uucetioa to 
ittereeeftf l^e^tiee tarnime end sbclml aobillty jcu #ii exLos of. the poet 

W II «r4ik In tbk United States. The Ute 'l950's «nd SArly I960'* imsb to 
tecfanologleelly aeteh the {^let's satellite sod space expjkiratlon cape- * 
hillty cabeded the prasise of the ispoirtance of higher eduqetloti to the 
netlonel well-being. Sosenzvelg polnjts out the t the perception of soclel 
Isportence sufficient to require appropriated funds opens the door to 
questic'^Q? by pul>llc bodies , citizens and hlgl^ eilucatlon consu]a|^s, 
regardliig^* the degree to which the amounts proaote approved or acceptable 
alas. In the words of John Hl^ett: '^Vhen higher education be^me 
socially Important [itTJ became affluent, and now that ^It IsJ affluent, 
fit Is] asked to justify [itsj economic status. As colleges and unlver- 
sltles ask for Increased fforvemaent* support they can expect mor^ questions 
about th^ effectlvenees and efficiency of these costs." (1977, p. 380) 

' Mlllett focuses on the impricatlons ol^changlng societal attitudes 
for Instltuti^nai aiutononiy and in the process highlights * accountability * 
themes. Changing social altitudes are held to be responsible^or 
reorganization efforts ^tied to reforms of the decision-making process) 
that threaten institutional autonomy. Two basic conditions are 
"Fli^t, is society's doubt about the usefulness of higher education in 
the next decade. Second, is society's doubt about the cost of higher 
^education." (1977, p. 3^) Thus, those conducting the affairs of American 
institutions of higher educatio^are being impelled to Improve the 



tffibleiicy, and ef fect^Lvco^s^ of corrent operatloaB-ond#'«ich closer 

♦ ■ 'J 
•cratlsjr thm In thm decade!* of tha 1960 (Sae also, Folgar and Staeta.) . 

Ona of the key Influancaa contributing to the attitude of doubt 

regarding the Importance of higher education mid the coat ^f^^ilgher educa* 

tlon la the decllnlng/**narketablllty" of a college degree. Caroline Bird 

^ea erpreaaed and popularized ouch of the thlnkln^^klong these llnea In 

* -1 

hir book The Case Agalnat College . Though there is vuch to criticize and 
argue with In her treatment of the subject ^^^^pf^ hl^^ght the fact that 
In an econonlc cost-\>enef it analysis the case, for a college education la 
veaker now than In the past, two decades Hore scholarly apprpachea sup- 
porting Bird's conclusion are teken by 'Mchard Freeaan and Istephen Dre4ch.^ 

/ \ k 

Student unrest during the late 1^0* s is seen by HcNell to ha^e con* 

^ ... 

vlnced governaent officials that the aeabers of the higher education cos* j 

/ 

aunity could n6t keep their house in order. Brien statea that theae events 
proopted aany to adopt the view that: '*Uhat Is needed to bring both 6u4gets 
and students, in line.*, is a healthy slug* of good old-fashioned autt^ori*- 
tarian management. discii>line. . . (p. 2) Thus oversight- functions have 
increased an(J more close attention to .admlniatrative matters .is being paid, 
improved management became a central concern. * « 



^These concepts draw their meaning from the conceptual framework of 
the rational/analytic^ management approach to J>e explicated later. Refer 
also ^o, the Horgan paper. 

^Hovard Boven's Investment in Learning evaluatea higher edii^tion 
costs and benefita in a broader context irlth much d^^ertOL^Xumclus ions. 

^^e argiment however assumes that the prime purpose of a college'* 
dagree is eeen to be' certification for employment. 



Mlllett hl^ill^ts tbm iapfct.of some ^posltlve^ sociml caoccnu on 

public pressure for hi^er educetion reform. He notes thmt there is: 

• ••s disjunction between socl^ iScpectatlon about and 
actual perf/>rBance vithin Hlghef education* Therm has 

. been soae''doubtf^ that fsiiculties were cultivating useful 
knowledge / Viire concemcSd'^ about civic virtue, were pro» 
moting the application of.lai^ledge to current prqk>leai, 
and were maintaining meritocratic standards of acadeadc 

'achievement. (1975, p. 384) 



. f^ At the turn of the decade one central toncem on the minds of those 
concerned for higher education was the isapending sense of a financial 
crisis.^ • Bowen reports that two of the six special studies of the pro<* 
blems of financing of this period emphasized improved management tech- 
niques as a rout^ to greater efficiency. (1974, p.. 19) Thus the fiscal 
%forries beginning in the lati 1960* s provided impet]^ to the management 



reform movement. 

Internal Forces for Participation ; Riobardson wrote concerning c 

7 

munlty colleges that: . . 

It is very possible that th^, human relationships which 
prevail today among student^» facility, administrators 
and trustees. . .have never been less promising. 7^ 
uneasy equilibrium which all social institutions seek 
to maintain has been disturbed. .. .energies. . .seem to 
be expended in internal conflict rather than being 
directied toward the obj^tives for which our institu- 
tions txist. (1971, p. lO) 

What is the cause of this nadir? Acotording to Griffiths it is the simple 

fact that people do not want to be governed. '^In Richardson, Bolcker and. 

Bender 'f view: 



THi^ time had come when we must persuade ourselves that 
the real culprit is not an irresponsible stud^st, a dis-^ 
.loyal faculty member,^ an authoritarian administrator, or 



CHieit and Jellema' docus^nts are classics of the period. 
# # 



a ^riMIInt trustee. aoet begin to understend thet 
the beele of our problee is an oucaoded vlev of huMn 
behavior uhlch baa y»L ua to define rolea In auch a 
vay aa to exclude^ etudenta and faidiilty txom the •atla** 
' f actloo of tbelr higher- level needa. (p. 80) 

Greater participation in the decisiqp-aaklng proceasee le befhg deaanded 

by those affected. 

'Generation of Tm Reform Moveaenf ; The inf lueiice of theae preav* 

auree has created a aanageaent crisis. The first set of ^ressureaygen-* 

erates the refom aovement advocating analytical a^ageaent,- snd the 

second set^the reform moveaient advocating anthrocenttic management. 
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, OH THE EZISXEHCZ Or DISTIHCI CLASSES OF EDUCATIONAL DECISIOSS 

In the. discussion th«t follovs It jfill bs found that several dls- 
tlhctldds^^blU^ed in the literature on declslon-«aklng 1a higher educa- 
/ tljn prove to be less than clear cut. While there^ls sn Intuitive or 
ciMiiii^sense sppeal- to such diatinctions (ss betveen policy decision/ 
iaplesMntatlon decisions snd betveen decislon««aklng processes /decision- 
g structures) there prove to be significant interrelations cutting 



across the lin^. These crosses are such that at tlssft the use of the 

distinctions becooes obfuscating rather than clarifying; Process and 

\ 

structure interrelations will be dealt vith in subseo^Mt sections. It 
r«alns the task of this section to. address the distinction betveen policy 
decisions and Isplqpentation decisions, y • ' , J 

Millett dravs a^ distinction betveen govemsnce and manageasnt: 

» 

Governance has to do vlth nsklng decisions about 
« essential issues of ^rpose, progrsB»and resources.^ 

The function of management is to plan, in accor%no^ 
vith thpser governance decisions, and then to act on 
^theme.. . (1977, pp. 2-3) 

This separates, decisions about vhat is to be done or achieved from decisions 



t 



'0 

f 



/ 



abottC^hov the <rf>Jectives wt% to be achieved.^ Typically there is beld^to 
be e ^Mivlklon of lebor^ correspoDding to these tvo-t3[pee of declkloq^ 
uklng. (|Cvenxlag bodies ere responiiible for settlxig'the directions (th^. 
policies) vlth varying degrees of involvteent froa Ixvtitutlooal con-* • 
stituencies. Adalnistration, with varying degrees qf ^Involveaeht from 
institutional constituencies » is responsible for the lapleaentatioii plan ^ 



and, through the activities of the other constituencies, fer tHe achl«ye** 
•ent of the. goals. ^ ^ * 

The distinction is suspect ^ovever because how something is done 



determlnci^tt^e "vhat vlll^e attained" of ' the activity. Thus atoageaent 

7 ^ 

decisions are not without policy or governance iaplications.' Hevbert 

^ \ . , ^ y ' 



^Cbrsen defines 'governance* in a more all*encoapaeslng way tb^t» 
might at first glance appear not to involve this separation, and the dif* 
f lenities that go with it. He asserts tttat: 

..^when I use the term... I an talklxt^ about the pro* 
4 ceases by which decisions are « arrived at, %rtio partici*' 

/ pates id these processes, the structure that relates 
^ f these individuals, and the effort that is made.j(or 

^ should be made) to ^e to it that decisixms once made 
•are carried out, and to assess the results^that are 
achieve4. f (p. 20)^ ^ 

This definition appears^o fafl to jt^^gr^ize that significant decisions 
-are involved in plannl^g^^^^ag^^:;^,^rr^^ ouPadfcivities. He makes it 
sound like decisions art made then %re act. Ve never stop deciding, or 
at leatft never should stop the decision process. > Doing is regulated ^ 
behavior and regulation requires an ongoing decision process. 

^ ^This is one\<4iion faculties^ ar^ often "on administrators', backs." 
The administrators view this as faulty interference with clearly i 
administrative functions. But, ^^MU venture that more often than 
not, faculty concern is motivated^^^^^ perception of policy implica'* 
tions of the^pro<{edures of ImplementOTRn.' 



Siaoa Mates: 4 ^ » C 

•••seeing tbet decisions are executed is Sgiln decision- 
masking sctivityiT A brosd policy decision testes s hew 

condition for the organization's ezecut^^ves t^t calls 

for the design and choice of a course of accHm for 
. executing the policy. ]e;pcaaitlag policy, then, is 

indistinguishable froa asking aore detailed "policy. 

(1960, pp^ 3-4) # • * . ^- , - • 

f 

Let it suffice to say for nov that the distinction between aeans (hov* 
♦ • • • 

procedure^ ) and ends (what determinations) often falls to be an illual- 
nating one^^ . — ' . • 



\ 



^Sharpies, draving on the work of Stuffldieam, naintaiqs t^i^t 

.. .air educational decisions' may he classify a^ one 
of four ^ypes: 1. Policy planning decisions to 
de|ermlne goals and objectives-^ 1. Impleaenting — 
planning decisions for the design of intends^ pro- . - 

csdures. 3. Operational decisions to utilize, 
con1^cal/ and refine procedures. 4. Evaluating 
• decisions to assess and -react tq the degree of 

constimer satisfaction, (p^ '58) ^ - y ^ 

This more finely g^^lne^set. of distinctions does not avoid the problems 
mentioned: tha* categories are interrelated in such A.vay that a division 
of labor based upon these Astinctj^ons could not be neatly performed. ^. 
In fac^ Sharpies argues thaty in the case of classes 1,^2, 4, the applica"- 
tion of analytical techniques will fail because they assume too great a 
partitioning. 4 

I ^ • 
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TWO HAHAGEMENT REFOfiM HOV^IENTS 

In response Co the*dcaab^ arising tx<m the context described xa 
the first section, soaethiiig of a 'SMnageatat movement** "has developed*. 
The "^management movement** conai«,ts of those Individuals vho advocate' 

• thrat^ In order £or ^ose otrnductlng the affairs of Institutions of . 

. higher educatl^ to suecessfully atfant to' the social pressures and fim- 
anclal exigencies of the era, <here ^must be reform, of dedslon^^maklng . 
processes enfl structures. Advocates of reforti focus prlmarlljir on the 
Issue of decision^-^king "processes. There ^e. those vho advance the 

vleVrthat decision-makiijg must be reformed In the dlrectTon of Increasing 

ft. 

the rationality and mplrlcal base of dec^ion-maklng. *ThmM are others 
^ %rho Jvlvance thi view that decision-mailing processes must be reformed in 
- the dlrect^ir of enhancing the balance betveen t^ needs of individuals ^ 

conduct!^ 9 and influenced educational enterprises and the demands ' 

of supcessf^l enterprise. The balance is held to be enhanced through ^ 

extending partUfcipation in ,deciiion-mak±Dg. 

There are significant intevrelationships betveen these proposals 

i • ■ ^ \ ■ 

regarding decision-making processes and dec^ldn-maklng structures. Ra.tion- 
alization of declBlon-making prdVisses^Xas advocated, tends to^^pbmote 
centralization. Vhile enhancing participation in decision-making »nds 
to promote decentralization. 

The Analytical Management Movement : Rationalization bf organize- ^ 
^Clonal declslon^aaklng procSdkes Jias been promoted ffom the first quarter 
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TWO HAHAGEMENT REFOfiM HOV^IENTS 

• • " • . ■ • '-7^ ■ 

In response Co the^deaab^ arising fr<m the context de 
the first sectj.on, sonethiiig of a 'SMnageatat movement** "has 



The ^^aanagement movement" con^iw^ts of those Individuals vho 
• thrati^ in order £or ^ose atmductlng the affairs of Instltut 
higher educatl^ to suecessfully a<fa^t to the social pressu 
anclal exigencies of the era, ^here ^must be reform, of deds 
processes snfl structures. Advocates of reforti focixs primer 
Issue of declsloti'-^klng "processes. There ^e. those vho ad 

vlei^that declslon-^makiijg must be reformed In the dlrectibn 

%. 

• , r • 

the rationality and ismplrlcal base of dec^lon-maklng. *The 

J ' ' ' f ' 

%rho iSMlvance thi view that decision-making processes must be 
- the dlrec(^ir of enhancing the balance betveen t^ needs of 
conducting, aad Influenced educational enterprises and 
of supcessf^l enterprise. The balance Is held to be enhanc 
extending partUfclpatlon In declilon-maklng. 

There are significant Intevrelatlonshlps between these 
regarding declslon--maklng processes and dec^ldn-maklng sti 
alizatlon of declslon^maklng prOV#sses tXas advocated, tends 
centralisation. While enhancing partlclpatlom in decision- 
to promote decentralization. 

The Analytical Management Movement : Rationalization t 
^Clonal decision^oaklng procedkes J|as been promoted ffom the 
'* • / , 
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qf the tventieth century. Dqring this period the sociological theory^ of 
the formal organization Was develpped. Mast Weber was the ^central cbntrl- 
butor to the development of this model; ^ His term for formal organizations 

with special administrative staff to control and^cdbtdlnate participants 

«• ■ • ' • ■ • • ^ ' • • 

and activities was 'bureaucracy.' A bureaucracy ls,..f^rst» a formal;. 

organization. According to tfcKee: . - v 

Fbrmal organizations '^re constructed for ftiejmr- ' # 

. suit of relatively specific objectives^' It Is • 
goal specificity that ^^es possible for orgi^nl*^ 
- , zatlons to build ^ rational structure*: that Is, 
one In^vhlch '^ctlvltleS; are oj^^enlzed so ^s to • 
lead efficiently to a previously defined goal. (p. 149) 

Bureaucratic or^anlzatons go further th^ this. • They employ the fol- 

lovlnf"'^^racterlstlcs: ^ ' ^ 

Each person. • .occupies an office, v^lch exists 
as an explicit, definition of duties and functions 
separate from the person ho. ho Ids the office. ' 
r . .\ relationships. • .are. • .among offices, not 

among persona , hence. ; . Impersonal. The 

splr^.J.ls one of detachment and distance, 

enhancing the Capacity to rendeiq iilftlonal and 

objective judgements... . ^ 

...norms are spelled out. • .In written' and % 
codified form, In quite explicit sfits of gules an4 
regulations . . ^ ^ 

...a high degree of specializatipn of function^ 
and areas of technical competence. ...selection' 
of personnel is ^made in terms of technical and 
professional qualifications, (p. 152) 

Ueb^r.held that the bureaucratic form of organization haif^a technical - 

superiority over other forms of organization: the greatest capacity of 

achievement. ♦ ' . 



^The term 'model* is more neai^ly correct than the term 'theory' 
because a theory is an abstract descriptive and • explanatory and predic- ! 
tive system of conceptsMil^loped through emi>lrical research and testing, 
while a model is Ux certain cases prescriptive. Thus 'theory' belongs 
more to the wqrldJof science, 'model '. more to the world of ideology. 
'Model' win be used henceforth. (See Edwards.) 
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WebeY vasy. along with most other, significant early doclologlstaV' 

' \ ^ 

advocate of pVsltlvlsm, Modem life could be Intpr^ved thlPough the pre»^^ 

application of scientific rationality based on a firm emplrl(^^E^undatlot(^. 

* " ^ • * * 

In fact he held that "...the great modem state Is absolutely dependent 

upon a bureaucratic basis. The larger the state , and the more It Is or 

the more It becomes a great pover^state, the more unconditionally Is' this 

the case." (McKee, p. 211) The bureaucratic organization was "described" 

and promoted because of Its alleged efficiency. Even today books such as 

McKee's state that the prime strength of the bureaucratic organization Is 

Its efficiency, / * 

I. . 

A second seminal contribution to the rejtlonal-analytlc decisions- 
making movement came not fpom the camp df thef sociologists but from the 
camp of the psychologists. John Dewey was. concerned. with human problem 
solving capabilities (or the lack of theml.^^ From a philosophical per- 
spective Dewey was Interested In the loglj: of l^iqulry: that Is, scien- 
tific method. He took scientific method » as he understood lt» to be the 
paradigm of rational problem solving or^^clslon-^kflng. Braden and 
Brandenburg have adapted Dewey's model to organizational and social ggiL^^y 
decl^lon-maklng contexts. They list the following steps In the process: 

I. Identify tte the exact problem. 
2^ Define the terms. 

3. Establish standards which any acceptable 
solution must meet. * 



^^h>ewey Is not typically dldcussed as* a contributor to the analytical 
management movement. Yet his approach seems clearly to be an Individ- 
uauLLzed version of the organizational model of scientific rationality and 
is therefore introduced. . FurthermePPe-y criticisms of the Deweyan approach 
by Brock bear remarkable similarities to and reinforce the ci^itidsms of 
tbe contemporary analytical management movement. 



4. Analyze th^ problem, (a) Uhat conditions or 
situation ihdlca^es that the problem exists? 
(b> What seem %o be the causes of the problem? 
(c) What aire the effects or results of the 
problem?^ |(d) What predictions seem -probable ^ . 
concemijig the causes, the 'possible s5rmptoms« | 
and the effects of this problem In the future? J 

5. Examine tne possible solutions. 

6. Select absolution. „ 

7. Put the solution 4>nto effect. (Brock, p. ^) 

V . ^ «... 

The contempor^nr, analytical management movement Is composed of 
those IndlvldualFs advocating any number of management techniques vfalch 
go under 'the heading of systems approached. According to Corson:. 
**The purpose of such techniques. . .Is to assemble Information as to each 
aspect of an overall operat^n and to place that Information. . .In the 
hands of those Individuals responsible for making decisions.*' (p.. 145) 

Brlen Indicates the original definition of systems approach'lil v^sj^ 

An Inqulryi^to aid a dec |3b Ion-maker to choose a 
course of action by systematically Invceatlgatlng 
his proper objectives » comparing quantitatively 
where possible the costs, effectiveness, asul ^. 
risks associated with the alternative policies^ 
or strategies for >ach;Levlng them, and fotnu- 
latlng additional alternatives If those 
^amlned are .found moving. This redts on three 
(ilghly Interrelated elements: (1) a model or 
simulation of the organization's behavior.^. \ 
(2) a continuous planning cycle... and (3) a 
coordinated "management Information system." (p. 3) 

Lawrence credits Schmldlteln for sketching the paradigm behind all 

such techniques. Underlying the paradigm are certain assumptions. 

These approaches aafsume that a comprehensive list 
of objectives can.be determined In advance, that 
cause-and-ef f ect relationships can be explicitly 
defined, and that value systems can be .systematic- 
cally and rationally Incorporated into the overall 

0 



^^PFB(S), Operations Research, iSystems An^ysls, Cost-Benefit 
Analysis, etc. .1 



decision-making pjroces^. The... method is to 

attaclua problem with a single grand design \ ' 

that .spell* out where we are going and who . I- 

*• !does 'what* (Lawrence, 1977, p. 15) .,| 

Helm asserts that any plannlng-managepent system is based olo two 
assumptions: 

(1) ...that appropriate and workable models cfn ^ 

' be developed to predict behavior. . .and ^ 

(2) . ..that realistic assiaftlons can be fed 
Into the models . (p . 2) 

It Is apparent that this family of techniques Is a refinement ^nd 
oti^krowth of the seminal models developed by Webet and Dewey. 

The analytical management approach proposes decision-making reform 
by proposing modifications of the decision-malting process. But the 
decision-mkkiug process is not independent of deci»ion-m^ng structures, 
thus- the reforms proposed have significant implications for organir^- 
tlonai structures. 

*. If one can judge from the frequency of citation the degree of 
relevance of an insight, then the following expression of anjLfSight 
regarding the relation between process reforms and structural implications 
is highly significant. Cheit states: 

The theory is well understood by anyone familiar 
with organisations. Power goes wifh information. 
As information goes to higher levels in the ,^Vr\. 
' organization the power to decide and the ptac- • 

tice of deciding goes there too.^^ (1973, pp.. 20-Zl) 1 



l2Thi8 insight is as old as the modem idea of knowledge and has * 
broader 'applicability thai indicated by Cheit. Bacon (1561-1626) was 
one*bf the earliest men to understand> something of the fundamental 
nature of -modem science, its departure from medieval modes of acquiring 
knowledge, and its implications for controlling nature. Knowledge of 
the variety the new sciences were developing opened the gate to new 
paths r to power. (See Jones.) 



In othar yords> modtrn analytical management technlquea » vhlcly e9q)loy 
conprahenalva Information ayatema, encouragr centrallzad\dacl|klon-i^aklng 
and thua-.poaa a threat to Inatltutlonal or departmental or cb^llege; 



autonomy 
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Grlffltha preaenta the foi^ovlng cbaracterlaatlon of ttie education 

admlnlatration, paradigm: 

% The paradigm conalatad largely of thf Getael-Gubm 

aoclal ayatema model » role thmry, dedalon theojry* 
bureaucracy » and ayatema theory. The theorlea 
held many^ aaaxmptlona In common • « They aaatimed 
that organlzatlona have goala that the;meAera 
atrlve to attain » that there are rolaa» aeta of 
expectatlona f or .membera that arm agreed u^on. , 
that declalon^nnaklng la a ayatematlc proceea, 
that*only legitimate power la employed » and that 
merit la auperlor to polltlca. Admlnlatratlon» 
orgpnlzatlona » and organlaatiooal behavior vera 
vleved aa eaaentlally orderly 'and ratlonal.^^ (P^ 2). 



All of theme features of ayatema approachea hsve ImpHcatloha for 
'^centralization/' The development Of an .^natltutlon-wlde almulatlon 



model (or ayatem^lde) for use In a confibijji^tia requlrea 
the Involvement of persons with an Inatltutlon-vlde perapectlve who can* 
continually devote their attention to inatltutlon-vlde Isauea and future 
concema. Top administration Is the only group with theaa requisite 
eharacterlatlcs. . It haa been reiterated In the literature that the Infor- 
matlon systc^ home In tlhe'formal organization be at the level of the prl* 
mary uaers to Inaure Its j)roper eatabliahment an4^ function. Thua, In 
order for thaae analytical management techniques to function. Information^ 
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See also Harcleroad and Millard. 



^^It can be correctly Inferred from Griff Itha uae of the paat tenae 
that he no longer bfllevea this td be the appropriate or workable paradigm 
for educational admlnlatratlon. 
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Buat floir to a center high In the organlMtional structure. Decisions 

^ ' are then reached on the basis of the analysis from this point In the * 

/. ^ ' , ' - . 

oprganlzatlooal structure. ^ 

The Anthrocemtrac Managwent Hovegent : Bender and Richardson note 

that a tradl^onal definition of management^- getting things done throuf^ 

other people~--cnploys a notion "of manipulation which Is repugnent to 

the educator. (p. 14) They repoq| that an Increasing acceptance 

among comnlty college administrators of a definition of management vltfi^^ 

out this feature: that of the .American Manageiftent Association. This 

association defines 'management* as: 

Guiding l^unan and physical resources into dynamic 
organizational units that attain their objectives [ 
to the satisfaction of those served and irith * ' ^ ' ^ 
'high degree of morale and sense of attainment on 
the part of those rendering the service, (p. 14) 

This definition has ties to both management reform movements disctissed 

previo^ply. The tie to the former is through the concept of /objectivei. ** 

The tie to the latter is through the concepts of 'morale' and 'sense of 

attainment. ' Bender and Richardson analyze the motivation theories of 

Mas low and Herzberg and the related theories of McGregot» Blake and Mouton» 

Reddin and Llkert. The conclusion dravn is that ther higher level needs~- 

- needs for achievement » recognition and responsibil^ty~-are the primary 

source of motivation for those engaged in higher education enterprises. 

It is the contention of Bender and Ricat»dson that: 

Opportunities for individuals to participate in v,^ 
the determination and evaluatidm of their vork 
tasks» whether students » faculty or administra- V " 
^ tion, will foster greater intrinsic motivation. - 

(f. 19) 

^ I As was alluded to J.n the initial section these authors believjb that 

feelings of alienation and estrangement on the part of faculty 



•tudnts hM led to cHallenges qf declslob-uklmg structures snd processes. 
They believe ^h«t this sllenetloa generstes dlssatlsfsctloiT nong ^ese 
constituencies which' pc^^cM conflict with the edal^ls tret Ion. The net 
tMuit Is thst vital energies are absorbed whlcb should b*Vh^eled Into 
promoting Institutional alas. (Rl.chardson; 1971, p. 20) Participation 
In declslon-naklng Is proposed as the key to channelling energies 
back InQo the "systea." This would have the dual effect of contributing 
to Institutional efficiency and effectiveness and generating positive 
ao^tlvatlon as opposed to qegatlve motivation. 

^Participation" has not been as burning an Issue In four-year colleges' 



and universities when coapared to ths coaminlty colleges. The fundaaantal 
reason for this Is that the traditions of disciplinary aut^iovy are audi 
stronger In the four-year Institutions and the fact that the cooBunlty 
colleges developed on the secondarf school model. But thf threats to 
institutional autonomy now highly discussed draw support from the partici- 
patory pr9ponent8 as well as from argiments based on traditional^ grounds 
of academic freedom. Barcleroad adds further fuel to the decentrmllzatlon 
theme by citing evidence from business and industry that decentralized ^ 
operations h^ve empirically been found to be highly efficient and effec- 
tive. Wither this is m consequance of heightened positive motive- 
tlon generated by the "participatory" structure Is an open question. 
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'K critique; of the avalttical hakagekent reform movement 

. • • t ■ 

^ Obj>ctlon to lap Ilea tioM ^out Structur> and Rtply ; In tb« last / 
••ctlon it VM argued that analytical approachas, and tha ccmprahanalva 

4 

Information systems vhich are a cora itigredianC| (ostar cantralizad 
focusing of tha institution-vide plaoixlng and dacision«maklng functions, 
tocausa, only from tha vantage point of "traa-top" centers can ' 
institution-vide issues and problems be dealC vith. This givea ^e# 
^impression that analytical approaches necessarily make top-level adminis- 
tration tha decision-makers and th^^move decision-making avay frod lover 
organizational centers and deprive individuals at lover levels of decision- 
making functions; and deprive the organization of this level of vital 
input. This implication does not hold. It is entirely possible that 
lover l|vel personnel are brought up to the "tree-top" to be Involved in 
the decision-making regarding their areas. Thus it is true that* decisions^ 
vould come to be made from the "tree^top" point in th^vrgMlzation but 
not necessarily true that this Is done in a vay that negates partici- 
pation of the lover-level personnel. Naverthelets , several factors coma 

to bear to reduce the likelihood of this possiVllity to naar zero. Firsts 

t 

those in the "tree-top" centers vill have acquired sn in-depth familiarity 
vith the information base for the decisions.. They vlU consider them- 
selves experts vfao think abo^t these matters full-time. When li^er- level 
perso^^ axe brought in they vould be yieved as ln44^viduale vith narrov 
perspectives mnd argued dovn consistently. Secondly t indlvidu4|^^it pro- 
blems vould raraly be a dec^ ion-making concern in isolat^ft from other 



•yt^M cpsponnts. Indlvldutil unit p«rsoan«l vould rM«nt hjrrlng Co 
ttttiid tb«lr ^lnt«rMt Intd arMs vhlch ara of VoQ^ concern ,to tKal^ ptiaary 

•activitlM. Thtis partlclpatlon^^uld not b« that affactlva. Daclalona 

/ 

vbUid taAd t<y ba aada Jpr tfaoaa vlth tha full-tlM Inatltutlon-vld^ par^ 

^ • • l . ( 
apictlva: top adml^atratlon/ayatam admlnlatratlon. 

Dangara Inharant in Cantralizad Apalytical Managaaant : Incraaalagly | 

tha latua M aaoagaBant raf orm is bound up vlth d^auaa of coordination 

and Bultl-unlt govarnanca atructuraa. Aa a^^naaquanca of tha aducation 

aaandm^ta of 1972 avary stata nov haa ao^atfArm of atata-*vlda planning » 

coordination or govamlng boJyT Thaaa hava varloua dagtj^ of ovaralght 

and managanant functions. But all aarva In aoaa ftanaa Co ancout^a 

accountability to tha public irtilch baars Incraaalngly high coata for tha 



oparatlon of educational InatituClG^. Anochar fons ayacamlzaclon cakaa 
14 placing hlghar education orparatlona un^r an cxacutlva agancy of tha 
atata.^3 Recant propoa^ls on tha federal level for a cabinet level 
department of education glvea a further inkling of thlnga to come. 

What appears to be occurring la the fonaatlon of Iniprmatlon and 
declalon--inaklng. channels frpm %rlthi.n ^^atltutlonal unite to the top 

adalnlatratlva atruiture and beyond itp the state level and to an incraaalng 
degree the federal level. I have nesented several argiiaanta for the i4a^ 

V 

clualon chat these crends are muCuaS^ compaclb^e vlch and draw supporc 
from Che ana^clcal managemenc movemenc. 



^%igher educaclon scholars and pracclcloners prefer the coordination, 
planning or governing board paccema of ayscamiftaclon over Che scace agency 
form. As Millard says: ch^ quesclon Is na longer one of vhecher Co ^ave 
overs Ighc and sysc^izacloh buC racher cba ^tueaclon concama vhac kind ve 
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J ^ Thi^*'Coalltlon" Just described m^j function to lncrM«tt th« polltlc|l 

Inf Iu«ncM on hlgh«r ttducmtlon «nd to lncrMs« th« aanas^Mnt or op«ra-* 
tlonal functions of tbi 6cnll#a or mg«ncl«s dut^lds th#^ Institutional 

^ isvsi.i* • * — . . ^ . :/ t, . 

First » cpnsldsr ths lapllcstlons ffr.dstrlnentsl political Influsncs 
through an sxaspls and analysts of Ippllcatlons. S^lcklar has^ vrlttan 
about ths sducatlooal dlv^sl% of ths Fsdsral Aviation Adalnlstratlon. 
This agsncy Is a fsdsr^p^scutlvs agsncy^t sines It vas sstsbilshad.by 
Congrsss It rscslvss Its dlrsctlon froB both ths Isgliilatlvs and szscutlvs » 
branchss. 0ns of ths functions this agsncy Is Involvsd In Is ths csrtl- 
^ - I f4.catlon function. Ragulatlng Ansrlcan. aviation Involvss rsguiatlng ths 
standards for smpioymsnt In the ssctbr. But sines ths agsncy Is a part 
of ths political system It If subjsct to political currants vhlch ml^t 
not always serve t^ijely educational functions. For sxsnpls, Strlcklsr 



^^In the Dsrtaouth v. Woodvard csss of 1879 Denial Wsbstsr sloqusntly 
^rgusd for the Insulation of higher sducatlon Inatltutlons from political 
^Influence. He said: 

r 

It vll^,>fc a dangsr(Ais» a most dangerous ucpsrlaent 
to hold thsse InstltutteQ* subjsct to ths\lss snd ^ 
fall of political parties » and the f luctxiatlons of 
political opinions. If ths^ f rsnchlss may bs, at any 
# tlae» trid^en away or Impaired » the property also msy 

be taken sW|y, or Itfs uss pervertM. Benefactors ^ 
will hairs no csrtalnty of effsctlng ths ob^sct ef • ' 

' thslr bcidnty; and Isamsd men will be deterred from 

devotlck themselvas to* ths ssrvlces of such Instltu-' 
'tlons..Ccollages snd halls will be dsserted by all 
better spirits and become a theater for the qjpnten- 
tlons of {iol^tlcs. 

Although today *s needs for goyemmental financial support does carry with 
It legitimate ties to political currents and interests the essence of 
what Vebstsr had to say Is still highly relmvaflt., « 
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lists thrss asjor sins for tht sgcncy; a c3.tlzsnsMp^goal, sn scononic 



itlaulus gosL, mn^ a soclml J us tics goal. , ^ 

1. Jo dsvslop an svarsnssv* In t|is gnsral puhllc 
of ths rols\of a:vfatlon aiu) transportitlon so 



/ ntml to an/ln^onsd d«cif Ion-making dtrtisn. 

• ^ 2« Tb flbtlvats parsnts, sducators, Indxistry, and 
. ' local, stats and fsdsral officials vlth coason 
Intsrssts to Isplsasnt aviation cirssr sduca- 
]^ .tlon.».to assurs sn sdsquati flov of:..psr-> 

^ I sonnsl for aviation/ transportation occnpatlong. 

3. I To provlds opportunltlss for jAorltlss and 
voMn to sslsct snd bscoM qu|Llflsd for 
carssrs In aviation and transportalon. (p. 8) 

Bshlnd thass sitts Is a aotlvs: to p?MK>t;s aviation. Strlcklsr quotas a 
Ksnnady task fores, vhose rsp5rt fonMd ths basis of F«A.A. dlrsctlon, as 
"obssrvlng"-: '*...a pressing nssd thar ths nsw tschnology and Its ispllcs- 
tlons bs undsrstood and ipprsclatsd by ^1 Aasrlcans If they ars to sup- 
port sxnd participate In programs designed to exploit this technology for 
the benefit of soclsty."17 (pp.-^lo) This quote Is rslated to the 
citizenship aim. But the Italicised portions shov a bias that begs a cen- 
tral question: Msybe an Informed dtl^eftry V9uld chooss not to uss ths 
new technologies. One further qubtii brings out ths fi^ fores of tj^ 
Issue. !'Under lying It all 1^ the t^ed for an /nllghtened electorate 
responslvs to the demands of technology ."^^ (p. 1^) On some ptoples* vlev 
sn ^^enlightened electorate'* would n^er be respo^islve to "the demsnds of 
modsm tschnology." Rather It vould make modem technology resjgpnslve to 
the needs of people. The langbege suggssts that soms <if the educational 
efforts af;e more on the side of j)ropogsnda than education. That ls,#teach 

' ■ '• ^ i 

Italics mdd.d. 
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Itallca addttd. 
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pttopltt to USA btt bupportl^tt of the Industry, not critical and cvalua- 
tlva: dlractad not dlractlva. , ^ ^ 

It M«M apparant that national Intaraata aa daflnad by Congraaa 
unter significant praaaura froa )^ha aviation Induatry haa algnlf leant 
Inpact on tha aduca#onal direction of the F.A.A. Thla la dlatlngulfhad 



fros tha training direction vhlch might alao bedaub J act to political prea-* 
aura* \ 

Tp aua up thla flrat conalderatlon: there ^a a in '^ucatlonal 

prograae being too closely directed by govemMnt agendea or bodies* It 
la iaportant to add this laat qualification of ^odiea/* For coordination 



SQd governing bodiea may very veil take on more and more of ^e character^ 
iatics of goverrmint ageilcles over time. Thus the lessons learned from 
studying the F.A.A. caae may give aignlflcant cluaa aa to vhat to expect 
down the road. ^ 
^ A aecond **ca8e study" concerns the planning funetion currently 
emphaaized by the federal government. Phillips preaents a very cynical 
^ vlev of the planning proceas. He indicatea that even the very beat 
planning ia always undone by unforeseen circximstancea. Thla being the 
caae, %rhat la there for plannera to do? Patch up plana that do not work 
out. What doea thla involve? In Florida where PhilUpa gained bla 
experience^ it amounted to interventiina into inatitutional operationa to 
make the whole' system survive. One might say, along the linea charted by 
Qieit, that operagiona and decision-making follow' planning and information 



to the higher levela. Thoae who have collected the information, developed 
the plans, and watched circumstances change, then get involved in admin- 
iatering the ayatte out of the criaea encountered. And what adminiatrative 
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opet^lse do planning bodlea ha^? All thoaa racottaiendad by analytical 
■anag— an t prop^tota : a data baaa for a cottpr4hai£tlva Information aya* 
tas, alsulatlon noda^, ate. Flamming and coordinating bodlaa ara wall 
aat to ba admlnlatratlva cantara. And^al^ca long-ranga planning la vlr- 
dually iapoialbla to'conduc^t aucceaafully , tha tandancy vlll ba for 
'operational functlona to Incraaalngly acrua to th^a cantara. 

I 

Eplata^ologlcal Ll^tatlona^of thf^toalytlgal Hanagaaant Approach ; 

Whlta conducted a Teaearch atudy to'detendne. the relevance of formal 

declalon theovy (ayateaa analyala, operatlona reaaarch) to prictlcal 

daclalon-maklng. In the preface to hla book he '*:^aauea the following advice: 

Wte all ^ov of the expert V^o can act *approprlataly * 
without being able to retr^^e hla thoi^ht proceaa. 
-Thla phenomena cannot be Ignored. 

^ Formal reaaonlng t vhethAr oralSLy, by hand or by 

I computer, can be cumberaom^^. It la expenalve In 

time, effort and money, anl It la by no maana car* 
tain that a *well reaaoned\ Argument abould alvaya 

^ replace the proceaaea mentioned above. Thi^ appllea, 

In particular, to the popular X arm * quantisation * , 
knd It muat not be auppoaed ttiat quantlf Icidont at 
any degree o^ refinement, la neceaaarlly to be 
sought after... . (pp. vll-vlll) 

■ t xj^ 4 

White recognizes that all fortel analytic tfidhiiiquaa* reat on formal 

reaaonlng: deductive logic (which encompaaaaa mAthematlca) . No matter 



how perfect the reaaonlngj (I.e. formal validity) the outcome (conclualon) 



may alvaya be f^se. This la becauae the truth of conclualona In daduc- 
tlve argtmenta cai/^nly be gu^anteed If the prealaaa are true. In aya- 
tema analyses the premises aoouiit to gvo claaaea of propoaltl6na. Flrat, 



thoae atatlng tne relet lonahlpa between varlablea. Second, thoaeratatlng 
data cagardi^ng variable meaaurea. Both typea of*prcmlaaa are often far 
from certain.^ Thua the analyat must go beyond deductive reaaonlng to 
Inductive reaaonlng for^the aource of modala and InpiKf. But here wm run 
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into th« fundateencal problems of probmbilicy and unc«rtminty 'ttiicii lx«v« . 

. - " ' ' •• / • 4 • 

b««n th« scumbling blocks to propogcqpllscs for serenes snd positivism 

* * . 

"^^•^cs'^hs tlms of D*vid Hums. Systsms analysis aodsls snd inMt datk ^s ^ 
' ' b**^ on trsnd data. Hums jhowsd .%iat thsre is s f uniJamsntal'isnss in 

which trsnd data can nsvsr be rsgsrdsd as rsliabls.^' .thus rsliancs on 
ths dscisions ^£todt»csd by such >tschil<H«<S^st rsst on a rationally \ 
^ unfoundsd faith in t^ch$l<^u^or t^hniqus's sales. And may, ^ has 6msn ' 

^ notsd in ths ll^||raturs, givs'an excuss to thoss positions of authority 



for not facing and coping yi through dscisions. 
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Thsrs is no doubt that systamjit|klysj^ tschniquss ars ths avsnt 

|| ▼ gu#d.of gpciAl science. But. the «vent guard of soclel'sclcnce belongs 

in jthe research domain not in the implementation domain. Pund the National 

^ Center for Higher Education Management Systems. Let them study and reiine 

and^stfudy and refine. In decades the fruits of their labors may provide 
. w i * 

the nectar to sustain veary declalon-pakers. But In the meantime there 

appears to be little ground for granting implementation level authority 

I 

^r credibility to decisions reached on these baaea. ^ . 



I'l havs argusd in supptert of this position at Ingth 4n •<Th« 
Prsqucncy Inferprstation and ths Problsm pf Induction," uxvubllshs<f. 



' ^^^^b s^ys the uae of analytic^ ajpuugement techniques encouragee 
"entrepreneurial pseudo-scie^tI^p;'' ifor-where there are^ important 
unreeolved polifcy issues thrfi oust^e addressed in the face of inadequate • 
knowledge and time, compu^r analysis makes it *asy to cover up the lack 
of knowledge vlth massive detailed data reports. Giving the appearadbe 
of rationality 1^ too tempting. (1975. pp.1^^6-47) 

Enarson puts the point simply^ * "Too of^en these nA tools and 
^ techniques create the illuaion of planning and thus distract ua from 
rfaclng issues. " <p. 174) ^ 



I 
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into th« fundateencal problos of prob«bilicjr and unc«rtminty 'ttiicii lx«v« . 
b««n ch« scumbling blocks to propogcqpllsts for ,8Ci.cnc« and poalcivlaa 
"^A^*^ca'^h« daa of Daivid Huaa. Syataa* analyaia aodala and InMt datk ^a 
' • b**^ on trand data. Huaa jhowad .%iat thare ia fk. f unifaMmcal'sansa in 

which trand data can navar be ragardad as raliabla.^' .thua ralianca on 

. •• . • 

tha daciaions ^£todt»cad by such >tachil<H«<S^at rast on a rationally 
unfoundad faith in t^ch$l<^u^or t^hniqua's saka. And may, has 6aan ' 
^ notad in tha ll^||ratura, giva'an axcusa to thosa positions of authority 

for not fving and coping vlth ^gb dsclslons.^^ " ^ • . 

Th^r* is no doubt that systflsJLlklysjt t«chniquM arc tha avant 
IIH ^ guild of apcial iciance. But. the avant guard of aoclal*aclanca balonga 

in *ha raaaarch domain not la tha Implamantatlon domain • Pund tha National 
^ Carter for Higher Education Managanant Syatama. Lat thaa atudy and raiina 



and^atudy and raftna* In dacadaa the frulta of thalr labora may provide 
tha nectar to auacaln veary daclalon-pakera. But In the meantime there 

appeara to be little ground for granting Implementation level authority 

I 

^r credibility to declalona reached on thaae baaaa. * . 



I'l hava arguad in suppbrt of this position at Ingth 4n •<Th« 
Praquancy Inferpratation and tha Problan pf Induction," uxvubUaha<f. 



• ^^M&h says the use of analytic^ ^puoagaaent techniques encouragea 
"entrepreneurial pseudo-sclentI«p;" ifor-wbere there are. Important 
unresolved poliby Issues th^ oust^e addressed In the face of Inadequae^ 
knowlaUge and time, coopu^r analysis makes it tasy to cover up the lack 
of knowledge vlth vesslve detailed data raporta. Giving tha appearariba 
of rationality 1^ too tamptlng. (1975. pp.'^*6-47) 

Enaraon puts tha point simply^ ' "Too of^en these nA tools and 
^ techniques create the illusion of plamilng and thus distract u« from 
.facing Isauea." <p. 174) * # ' % 
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Philosophical Base" for the Assessment^f fLLteraate Management Hodela ; •; 
Educational administration must be grounded In a philosophical conception 
of education for It Is the educational. process administrators administrate. 
R. S« Peters has developed ^ong the most thorough and up-to-date phllo- j' 
sophlcal conceptions of education. His analysis will provide the 
pbllosopMcal base for the assessments t^ follow. 

There are two components to Peters* philosophy of education. The 
f Irst^ls metadlsclpllnary In Frankena's sense. Peters presents^ and defends 
an analysis of the concept education. He argues that 'education' Is a ^ 
eoflke0 |![hlch "lays down criteria to whlch^ ad(tlvltles or processes must 

v.- - ' _ . 

1 

confirm" If they are to be educational. (I9669 p. 25) The secpnd com- 
ponenti^ Is normative or disciplinary In Frankena's sense. He develops and 
arlpies for the Jiiistlflcatlon of a oi||niiatlve base for educational activities 
and processes vhiiCh meet Che criteria of the conce pt of education. 



The first component of Peters' phlldysophy of education can be sum- 
marized briefly. ^ ^ 

...the criteria Implicit In the central cases 
of 'education' are... (1) that 'education* 
Implies the* tranfmlssion of what is worth- . 
wnlle to those who become comndtted 
to it; (11) that * education* must involve 
knowledge and understanding and some kind 
of cognitive perspective » which are not 
inert; (ill) that * education* at leipt rules 
.V>ut some procedures of transmission » on the 
grounds that they lack wittlngi^ess and 
' • .voluntariness. (1966, p. 45) ^ 

The first criteria concerns the "matter" of education, the second the 
"cognitive perspective" of education and tfhe third the "manner" of educa- 
tion.^ (1966, 46) - ■ / _ „ 

; ■ •r 



The second component of Petere^yphllosopfay of education fills out 
this, for the most part t normatlvely neural Schema. He chara'cterlzes 
'eflfbatlon as the Initiation of^ newcomers Into public forms bi| discourse. 
The central questions public ^orms of dlscourise take shape around are: 
Why do this rather than that? What should I do? Taking this to be the 
case leads naturally to conclusions- concerning the matter of education 
(currlcultm activities) the cognitive pen|^ectlve of education (being able 
to^ synthesize diverse elements into a coUVent focus on the central ques-* 
tlons) and the manner of education (procedural requirements that do not 
violate the presuppositions of multiple centers of consciousness seriously 
asking and seeking answers to the central questions). The^entral pro* 
cedural values Peters argues for are those of justice^ freedom^ and 

/ 



respect for persons. 



Threats to Embedded Values ; Bowen addresses two key themes that must 



be conlHInd in an analysis of the analytical management movement. 

^...planning in the style of business management « 
* tends to focus on variables that can be quantified 
to the exclusion of other variables , and it assumes 
the presence of a management which has the power 
. of command over the organisation. (1977,, p. 1) 

It is his thesis regarding the first theme tha^ 

• ••acadeaiic planning worth anything wil^ take 
into account all the benefits %^ether or not . ^ 

they are readily quantifiable, and will con- 
sider all the costs wikther or not they are 
quantifiable. Educators :ahould insist on 
looking squarely at the meaxis and the ends in 4f 
human terms. (1977, pp. 1-2) 

This last^olnt, referring to the human dimension, draws support from the 

sec ond management reform movement discussed above • It jg^so dra^ 

from; the writings of Peters. Peters presents argument to the effect that 



thm vb^m xuotner of conBlderfng edocatlonl^pollcy Issuea by trying to ^ 

define alas, goals, and objectives of education , rather than In education « ^ 

Is* based ron a ^conceptual mistake. The salient point Is that If the dls- 

cussloil focuses on ^Ims of education, then the Issue of means comes to 

focus on the efficient and effective promotion of the chosen ends. This 

neglects the fact that values are embedded In the manner In which things 

are done. In |^her vprds, focusing on means/end relations make us 

lose sight pf a moral dimension of pr^e importance. 

• • • the model of means to ends is not remotely * 
applicable to the transaction that is taking 
place. Values, ...are Involved in the tr^Es- 
action; if they were not it would not be called 

'education'. Yet they are not end-*products or . 
terminating points of the process. They reside / 
both in the skills and cultural traditions that 
^ are passed on and in the procedure for passing f' 
them on. (1973. p. 129) 

Part of the value of education is vrapped up in processes and procedures 



which may not be strictly speaking aimed at some~ endT Nor are they^sus- 
ceptlble to cost-benefit analysis in the strict sense. Nonetheless it 
does cost to educate people, and significant .values are promoted. But 
there are no easy or formula based means of ^^culatlng whether education 
is worth the price. As Bowen says: . .the i)rlnclples of production in 
higher education are on^y vaguely known except through tradition, intuition, 
and judgement." (ll^7, p. 3) In the final analysis this may be the Tunda- 

m 

mental truth of the matter. 

Ben Lawrence afttpllfles the first theme Bowen raises. He states:. 

One of the most fundamental misconceptions about 

the application of quantitative and systematic ' 

J approaches to higher education "^'ni^flymimr ^ the - , 

^ persistent impression that the purpose of these 

approaches is to solve problems for management or 
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. ^ to Bake dedalOM outrl^t. This not tfi)e case... 
■anag^Bcht of teller education is slnply too co»- 
^ plex a task to be reduced to a set of routinlzed • 

numerical-procedures. (1977 » p. 11) 

And, Lawrence admlta that he and others Inrolved In the development of such 

quantitative techniques nay, through their d^lrerzealousness t encouraged 

this misconception.^^ He further develops his thought on management In ^ 

higher education by saying , In a way that builds bridges to the anthro- 

centric management movement: 

...the manager In sn Institution of higher lear&lng 
muat continually synthesize a plan of action from 
two aspects of reall,ty: (1) a world of peoplet human 
values y preferences 9 aspirations » and Interpersonal 
dynamics and (2) a world of things, facts » dollars » 
resources and constraints. The creativity of this 
synthesis Is the fundamental measure of a higher 
education manager's effectiveness. ». .QiuAltltatlve 
approaches are only one of many supports needed by 
the higher education panager.^^ (1977', pp. 11-12) 



♦ 

^^Grlffl t h s m s k ss n gimil a r s pftlir gy r^frtll^^ g *-^t ffv^^rM^^**"^*^ , 
organizational theory proponents. 

^^Lawrence's conclusion Is supported by Crowson, who argues that the 
"Rational Model" of declslon-m^klng Is one of three that are basic to 
educational planning, (p. 4) The other two models are the "Organizational 
""^PfocLs Model" and the "Political Model". The organizational proces% model 
Is based on the Idea that: 

Policies... are a function of .. .organizational rou- 
tines » matters of organizational "health", the 
nomis and values of organizational actbrs » the 
prograamiatlc repertoire of the organlaatlon, and 
problems of drganlaatlonal control, (p. 9) 
and that; * * . ' 

...all of these constraints.^ .operate to guldk and 
limit t^* alternatives available to pollcy-makars . 
The political mMel Is founded on the Idea that: 

Policies which are pursuad are a functlpn of the 
pulling fnd hauling » i^e give-and-take, that Is 
politics. Planning asj^ policy making la it pro- 

_ Cfess of conflict and concensus bui lding , (ppt ^^"^^Jl 

^Schmldtieln*s .Incremental/remedial approach Incorporates al'i>^See below. 
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Tbm ••eond thcM latroducad hj Bowbs. 9hafd« light on th« tmadmtej of 
mckMljttCMl manMgmmat to r^qultft centraliztftlotf« SchrMdar also mUcm 



this pointy la a backhanded way. Ha atataa that: ''CoBprahaaalva ajat 
^ara difficult » l/%t lapoaalbla» to laplaaant In hlghar aducatlod bacanaa 
daclaloQ-wdclQg In collagaa and tmlvaraltlaa la dlffuaa» dacantrallxad and 
political In nature. (p» 102) I vould argu4 that tha praaauraa of 

aztarnal accountability demanda and of analytical aanagaaant proponanta 



^ Inpala changaa In hlghar education to make the aaanmptlon true through 
centfallzaClon and all that It ent^la. Tha central queatlon ralaad In 
X dlacuaalon of Boven'a first theme recurs: Can vhat la gained. In the 

tranafomatlon In the way of, efficiency poaslbla "outvalgh" vnat, la. IxMt 
In tens of valuea embedded In tradltltnal modea of functioning? 

Lawrence ha:s a further glimmer of inaight on thla point. In a con* 
ference addreas he aaserted that ve must be careful not to imdercut 

— — — ^ un kim u mgly Impugtant ^alu a a of highi r - e ducatio ehf om gh th e ii ae e i 

analytical management tachnlquea. Henagement concepts and technlquea 
must, in his opinion^ be compatible with the purpoaea of^^ighar education* 
Rourka an9 Brooke echo the point aa well: "•••educational outputa cannot 
be meaeured^ • •any attempt to do so is ludicrcm/^lf not actuallyibbveraive 
of the purposes for which academic inatitutions e:iist^^^ •" (p^ 8) 

The Central Criticism : All of the technlquee within the analytical 
framework require the specification of outputa in an Operat^bally maa- 
surable way^ |^i^hoat this, the technlquea cannot employ their function 
of enalyzing relations between inputs and outputa • The central criticism 

- la that. -the outputa of hlghar education are difficult tb define and mea-. 

sure in qtiantitative terms • Bowen has championed the anti^tiantification 
poi^tlon. In 1974 he said: 
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• .miMiem •ffidancy im a rstlo of cost to oatpot^ 
■^OTlrgfirl BMsuru of efficiency vlll never be 
vliolly qoeatilleble end will alvaye be pertly 
jodgMe&tml. (v. 19)" 

'.' 

recently ed^r— eed thle centrel crltlclea: 

Perfaepe the aoet vlelbfii Ualtetlooe concern the 
Issue of . quentlf Icetlon Itself. Msny higher 
» ednce^en oatcostes ere slnply not susceptible 
to deecriptlon In qusxKltetlve tens. (p. 45) 

♦ 

The coaprehenslve /prescriptive peredlgBt scheaetlzed by Scbnldtl^ln* 
requires certain essuaptlj|Eis about the declslon-aaklng context. 

1. The techAleal analysis of probleast goals » 
end change strategies preduces sufficient 
understanding and agreei^t to penlt the i 
establlshaemt of goals and priorities. • • . ' 

2. The area subject to planning Is sufficiently 
understandable so that crucial caueal rela-* 
tlonshlps can be determined, technologies fo^ 
change can be developed* and outputs can be 
Identified an^ aeasured. ... . < 

3. The economic, Sj^lal, human and Information 
reaoutces necessary to^ j|eslgn« Jtoplement and 

evaluate plana must be available. . 

4 . . . . thi immsmxtritaMt iiii* sUfiieim ' ' 

time for dnalysls 

5. The conseqven^ee of planning nuat serve 
positively tM functional requirements eetab- 
llshed by the roles of key actors, (pp. 28-29) 

These assumptions cannot be met. In Brock's vords: 

The retlonal approach to declelon-maklng being 
comprehensive. It assumes that all facjts are 
collected and all the alternatives are con- 
sldered. ...the problem^solver Is forced to 
be more selective. jUlth rapidly changing 
clrcxastances iuid the quantity lof material... 
no one person or group of people can possibly 
collect end analyze all the facts » so one Is 
elvays deciding end acting upon Incomplete 



iHacchettl notes that as a result cost-benefit- analysis in higher 

education la really cost-cost analysis. 
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lafotBatlm. Almop p«oplte* irmloa sysCMM pr«- . 
vMt thflB froB really •erlously conflld«rliig 

altCTMtlvtt Mltttloos... • Oitmk attltndM 
oir •arllT actions as tab Xlah a pat tarn or pro- 
ca^aat vhieh cloaaa oot maaj poaalbla aoltttlooa 
... . (p. 5) . ^ ^' 



MLUatt highlights that tha group of ■■nig—ant toola oadar dlacoaaloa 
hara vara original l;r davalopad for bualnaas and 4iidbatrj. In^ordar to 
baii^a that tha tachnlquaa ara appllcabla to hl^te: aducatlon a trna* 
farablllty arguaant If raqulrad to°-tha affact that ''...an adalnlitratlTa 
^aelfncft la cimii to all social Inatltutlooa. . . That ragardlaas of tha 
and product nanagarlal procaasaa art tha aaaa.** (1975» p. 221) Ba 
that tha tranaf arablllty argiaant la fallacloaa; '*...dlffaraat ootcoaaa 
ara not producad by a coaaon tachnologyt and coMon tanaa condndaa Chat 
In tha absansa of a conbn tachnology» coawm aan^garlal procaaaaa aay ba 
absant alao.** (1975, pp. 221-222) _ 

Morgan hlghll|hta tha cantral critical thaaa. 



Noting tba utilitarian and poaltlvlatlc ancaatry 
of noat of tha llta^atura oo rational dadalon 
aaklng, Prladland condudas that tha licaratura s 
froB thla field traata valoaa '*aolaly In tarM 
of tha utility aasodatad vtth particular out- 

coaas All pigocadural notions of valua 

hava baan axdudad.**. . .a unlvarai^ doaa Ita 
baat vork by craatlng n ^ttp^itofomma t conduclya 
to Intallactual daralopaant and tha aovancaaant 
of knovladga. An Important part of that 
anvlrooaant. . .Is hov and bY iftnom dadaloos ara 
nada.. (pp. 12-13)^* . ^. . 

Anthrocantrlc Managaaant Raafflraad : Tha ina^^^^tal/ranadlal para- 

■ ■, ■ * 

** ■ 
, digs,' out llnad by Schaldtlalnt doaa not raqulra thaaa aaauaptlona. "In a 

\aanaa» It la a Mthod for coping with high lavala of uncartalnty and 
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^^FUrthar Inalght can' ba galnad by noting that It la Banthaaita ^ 
utllltarlanlaa not J. S. Mill* a which la tha ancibiral thaory. 
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a«£llct that «• «ot —Uy .o|v«l br org«il«^ ^ulisi.." (SchldOln. 
p. 29) Tbm MMBptlons of this paradlgs ars flacfa dlffsrcnt than tboss of 
tlM coaprftboulvm/prMcrlptlvtt p«radigm« ItiUi 



^ ...mn nrlrooMiit vhlch nacMsltatM a coo* 
tlxBiouSt gradualist approach to dadalooa. 

that It la difficult to opacify tha aada or 
objactlToa of public proaraaa and %lrtuall7 
lopoaalbla to saparata Mana froa aada... • 
4" It la difficult to pradlct eoi|MquaDcaa that 
win raault froa tha a»ployont of aoy parti- 
cular aaaaa*.. • Tha cotmactiona bati(aoa cauaa 
and affact cannot ba unraval^ad by prior analyaaa. 
(pp. 30-31) 



Tha paradlpi baaad on thaaa aaauaptlona poaaaaaas cartaln vlrtuas. 
Aa lis tad by Schmidt lain thaaa ara: 



1. Tha paradigm aasumaa that tha praaanca qf 
conflict ovar valuaa, problaM, goalat changa 

y procaasaop ldaologlaa» and axpad|a^ooa. Tha 
^Maclalon procaas dlf fua'aa and ^4ifidkrallsaa 
xhaaa conflicts and oparataa on tha baals of 
outual accoBodatlona. Focualng attairtlon on 
Individual actors 9 rathar than on cantral * 
plannars» craatas a sanaa of tha dlfflcultlas 
of social changa and tanda to Inhibit Utopian , 
ravolutlonary asplratlooa. If daclaloo-«aklng 

-^^i^^^^^llAtlva uncctordlnatail procass th«i a \ 
changa\n laadars la not boapiataly af f actlva 
solutlon\(o social Ills. Changa Is a struc- 
tual^and aSWcatlonal procass aa vail. ^ 

2. Tha ^aradlgn aoaa not as sum that tha«fiatura 
of a policy araa wtUt ba undarstood prior to 
daclslons. Tha natura of policy araas .Is dls- 

« covarad through raactlona to daolslons and 
actions and, thar#fora» tha procaas Is rsnadlal. 
L«tts Informstlon has to ba coUactad snd 
analyzad caatrally If thoaa who Initially 
possass tha knbirladga ara also ralavant daclalon- 
aakars. Thara Is axp licit racognltlon that 'Infor- 
mation Is a rasourca, sub j act to axchanga In tha 
markatplaca, and Is not fraaly prorldad to policy 
makars. 

3. Tha paradigm doas not raqulra tha cantrallzatlon 
of analytical raaourcaa and decision ponar^ _ Tha 
quaatlon of vhosa goals ara to ba sarvad Is ra- 
solvad by political bargaining procaasaa, not by 
cantral authority. 
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4» Tha paradlip racogaisaa IfialtatloQa of tlaa^aiid 
locatlpoal parapactlva placad on analyala. lach 
acto^la panlttad to ^atlaflca**. ..in tamr^- 
tha i^^pylti aat of trada-of fa tatiqiia to any 
particular drcuMtaaca. lacooalataacy l^'^par- 
■Ittad and caatroUad tfarouch hargalalagt tfaoa 
proTldlac for conflicting valnaa and axparlaanta* 
tiona in tha faca of uncartaint||. Tha aalf- 
Intartata and llsitad parapactivaa of Indivlduala 
aa a raault of tha^r locatlona and rolaa la tha 
organisation 9 hrlx^ qu^^ha coaM^oancaa of c h o l c a a 
. and ara not aolaly Tiavad a^ obatadaa to changa 
slaca conalstancy la not an orarriding raqoiraaant. 

5. Accoontabllity la naintalaad through bargaining 
arrangaaanta batvaan IndlTlduala. Cantral policy- 
■akars ara not hold accountabla for sattars orar 
which thay hava no coo,trol. Tha dlalnilhad rola 
of cantral pollcy-aafcars radocaa tha dlstanca 
batvaan thoaa who naka significant daclalona and 
thoaa who ara affactad by thas; thoa Incraaalng 
sanaltlvlty to tha problaaa and daalraa of all 
partlas. Fraad fros tha InavitAla uniformity of 
cantrally davalopad pollclaa» aaslar and aora 
rasponslva accomodations to local* drcunatancas 
ara posslbla. Daclsion««ak«rs possaas nora 
ralavant fitcts and ara «iaaa llkaly to^av thoaa 
affactad by thalr daclslon In datachad an4 
abstract tarmtf. (pp. 32-33) 



This paasaga has baan. quotad at langth bacauaa It raf lacts a swaary 
critldan of tha analytical nanagasMnt rafoxm novamant. It also B%^mm to 
raltvforca t|fa position of tha advocatas of tha anthrocantrlc nanagaaant 
raf am aovaaant. Furtharaora It providaa a vahicla throu^ which tha 



thaaa of aabaddad valuas froa Patars* can ba tlad to soaa aspacts of tha 
huaan ralatlona aovaaant. For Schaldtlaln^s list of vlrturas axhlblts an 
approach that has aabaddad In It a daap coaalttaant to tha valoa of raspact 
for tha huaan individual. 
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